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Remarks : 

I attach herewith a copy of our "Review and 
Evaluation of Career Trainee Systems" and also 
a copy of a study written by 


and based on the answers provided by 
recent employees to the CSC's questionnaire. 

Please review these papers and be prepared 
to discuss our work in this field at a meeting of 
the committee to be called early in January. 

We are arranging to make these materials 
available to the junior members of the committee 
so that they, too, will be in a position to discuss 
them. 
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17 MOV 1988 


The Honorable John W. Macy, Jr. 

Chairman 

United States Civil Service Commission 
Washington, D. C, 20415 

Subject: Review and Evaluation of Career Trainee Systems 
Dear John: 

We are pleased to forward herewith the report which was 
drawn up by the committee we formed to evaluate the Agency's 
career trainee system. The committee that drew up the report 
was composed in accordance with the suggestions in paragraph 3 
of the call for an evaluation. The report itself is based on written 
submissions from committee members and notes taken during 
two extensive reviews of a proposed text. 


The vary nature of this exercise prevented us from 
validating the individual criticisms of our system. However, we 
feel that wo have learned a groat deal and believe that in due 
time wo will be able to determine the extent to which conditions 
needing correction aro prevalent within the Agency. We will also 
be able to test the feasibility of some of the very interesting ideas 
which were advanced during the course of our talks. 

l trust that this report will be useful to the Civil Service^ 
Commission in drafting its response to the President's call for 
a survey of this very important subject. 

* w • 

Sincerely, 

'/s'/. L,. K. White. £W 


Si 




L. K. White 
Executive Director 
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THE PRESIDENT'S PROGRAM FOR TALENTED 
YOUTH IN THE FEDERAL SERVICE 


Career Trainee Management in the Central Intelligence Agency 


INTRODUCTION 


Concepts of career service underlie practically all 
personnel management la CIA. Most professional employees 
are recruited as young college graduates and are selected 
for their career interest© and career potential. For 
management purposes they are assigned to one of several 
"Career Services", which in certain cases are further j 
subdivided into groups, each of which encompasses a major j 
functional area, includes the required numbers and hinds 
of personnel to carry out particular Agency -wide functional 
responsibilities, and constitutes a homogenous competitive 


area within which its members are developed sad assigned. 

The heads of these Career Services select, train, develop, 
promote and deploy their personnel to moot current and long-] 
range needs. They have long-tom career responsibility for 
the members of their Services even when those members arc v , 
asnigned to other command jurisdiction©,. 

Young professional employees enter the Agency through 
direct hire into one of the Career Services , or through a 

special selection and training program which is centrally 
Approved For Release 20p3/Q4/29,:XIA-RDP84q)p780R003700090022-1 
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managed for the Agency as a whole and which is called the 
Career Training Prog reus. Those who enter through the 
Career Training Program are selected on the basis of general 
as well as specialised qualifications, and with a particular 
view to their developmental potential. They receive broad 
Agency training and orientation before they are transferred 
to on© of the Career Services for duty. 


PART I 

A. Management of Career Trainee Systems 
1. Current System 

a. Vihat provision is made for ceiling and funds 
allocation or for otherwise- insuring a 
continuing intake of career trainees? 

The career train©©' input requirements of the several 
Career Services and of the Career Training Program are 
developed annually and are included in the Advanced Staffing 
plan which establishes the Agency’s personnel input targets 
for each fiscal year*. Each of the several Career Services 
determines the portion of total input which it wishes to 
como via the Career Training Program. They also determine 
the kinds of academic background and experience which are 
needed to suit current and prospective requirements * Xt 
is implicit that each component has allocated funds to ^ 
support its requirement. 
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b. What provision Ms boon made to monitor sand ILLEGIB-. 

coordinate comer trainee development? 

Tho devolopne&tttl programs in tho Career Services { 

and in the Career Training Program itself ar© designed to * 

provide experience and training to suit individuals for / 

levels of progressively greater responsibility in their 

career field®. Monitoring and coordination of developmental 

activities are achieved through Board® and Panel® in each \ 

Career Service area. Throughout the organisation, however, 

th& supervisor is the key to effective career management. 

c. What criteria are used to determine the 
numbers of career trainee® and the kinds 
of college majors or experience needed? 

The nature of the job sots the requirements for 

Career Trainees. Thus the operating offices, in accordance 

with their functional responsibilities, determine th© number* 

of young professional employees who are needed and what ! 

their educational and experience qualification® should bo. 

Acquirements arise from a review of immediate, short-term 

need© and also from a continuing study of the sis©, composition, y ^ 

turnover rate and long-term trends in each of the Services. ■ v*\;: 

In this way rate of recruitment is related to future rat© 

>y 

of advancement. 

& m What is the objective of the career train©© 
development program, a target position ia a 
specialty, or general development? 

The objectives of career management , i career 

trainee developmental activities, are to staff the Agency 
Approved For Release 2(^03104129 : ClA-RDP84-00780R00370009(5b22-r 
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with the best available individuals, to Identity the most 


promising people, and to provide them the training and work 
experience which will equip them to take on increasing 
responsibilities. Generally, initial orientation is toward j j 

i 

a specific Job or type o t Job with required background. 

Then through in-house and external training and varied 


assignments, it is expected that the officer will enlarge 
his potential and make a place for himself in the lino of , 
succession to middle and top— level functional and manage- 
ment positions. 

«. What has been done- to Insure that th& target 
position docs, in fact, require an incumbent 
with a college degree or equivalent? 

There are no M target positions’* a© such; there are | 
jobs to be filled at junior professional levels, each with 
its production and performance requirement©. The educational 


requirements for incumbents are set by operating components 

and aro reviewed by the Office of Personnel . 

f . To what extent are career trainees involved la 
planning and operating career trainee programs? 

✓ 

To date, career trainees have bees involved very little 
la planning and operating' career trainee programs. Their 


interests, preferences and informal evaluations are consulted 


and taken into account, but there' is no systematic provision 


for formal participation. Individual© can and do initiate 
request© for training or reassignment on an ad hoc basin. 
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2. Evaluation 

a. By management. 

This is a task-oriented Agency, characterized through* 

•oat by an operational focus. Its relatively brief and 
active history, and the nature and variety of its 
responsibilities , some of which have been added in very 
recent times, are reflected ia the diverse practices of j 
its various components with respect to career management. 

We tak© it for granted that career management philosophy 

ILLEGIB'- 

and practice will vary in the organization according to the 
functional concerns and operational objectives of the major 
elements. Each has bees loft to develop its own procedures, 
and Agency-wide, coordinated action exists at only two level 
the threshold Career Training Program, and the Mid-Career 
Program. What happens in between is a matter for local 
determination, with the attendant dangers of sporadic, 
ad hoc attention to individual interests* 

Given the broad range of specialties required and the 



particular problems of security comparison tat ion, complicated ; ; y 

perhaps by com© of the "generation gap" problems familiar 

today, our managers* views vary with respect to the success ^ 

of current system. Some doubt that it is entirely satisfactory* •• 

ILLEGIB 

They do feel that the mechanism exists for implementation 
of career programs, but that improvements in implementation 
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are desirable. In particular, it is necessary that the system be 

v 

flexible and dynamic in keeping with the Agency's overall need to 

I 

be the same. They recognise that differences in practice can 
result in inequities and can restrict the opportunities of Individual 
employees for training and rotational assignments; and that a 
greater degree of Agency-wide review and policy guidance may 
be desirable. 


. : r ^ 

b. By career trainee.. - \ ^ 




We believe that/mosf career trainees consider the Agency's 

C 7 

management practices to be adequate. However, they are quick 


to identify certain deficiencies or points of criticism. These are 
citedjiere although there has been no way, in the time allotted, to 
evaluate them. This, as a general proposition, holds true of the 
career trainee evaluations given elsewhere in the report. 


The college degree requirement is unrealistic for too 
many of the jobs to which career trainees are assigned 



ILLEGIB 


<v. 



ILLpGIB 

( f ■ 


The Agency does a good job of selecting career trainees 
and preparing them for the first job - but there is inadequate y 
follow-through. Career Services appear to pay little attention 
to their people except for matters of promotion and occasional 
training. 


Questions concerning training and rotational assignment are 
^vsually handled by the line supervisor and he often is unable^ 
or unwilling to do anything. 


Career Trainees are looked upon as a sort of talent pool; 
a certain amount of "drudge" work is necessary and is 
expected, but many of them get bored and discouraged while 
ApLwi^dB>i f ««l<ftW»fi6bfeW»/59«KRJM4b^4<&(^60R00370009G022-1 
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Tlier© are too many restrictions on rotational i 
assignment , particularly scro sm organisational- 
lines . 

Supervisors are too involved in operations _ 
to bo concerned about personnel management. ' 

The trainee rarely has an opportunity to express 
his opinions directly to the decision cabers? . 

There seldom is a need for counseling, but w© 
would like to feel that there is provision for 
it. In com© areas there is only the supervisor 
to consult; in others It Is left to overly Junio 

people; and in others to senior officials who 

have little or no rapport with th© young employee. 

Young professionals &r© Quick to recognise that 
their careers will depend upon performance and -- 
operational coapotonco. They do not ask mnage- 
meat to "develop 1 ’ them; they ask It to give them 
a chance to show their mettle. 

There appears to b© no Agency concern for ill© 
Interest© of an Individual employee, only a 
local concern in the unit to which ho is '' 

assigned. If h& is transferred to another 
component, ho starts from scratch ami has to 
prove himself all over again. 

The use of people is not planned sufficiently 
in advance. When 1 reported to ay first assign- 
ment nobody had planned what 1 was to do# 

c. Committee conclusions. 

In their individual responses to the outline, members 

of the committee addressed a largo proportion of th r — 

criticisms of the Agency *& personnel aanagonent to this 

section, tfe discovered that they did so because of // 

If 

widespread belief in the Agency that our problems are j 

deeply interrelated and- can b# treated most adequately / . 

in a discussion of the overall system rather- than under 

separate headings. The committee accepted this line of 
Approved For Release 2003/04/29 : CIA-RDP84-00780R003700090022-1 
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thinhiag and ia drawing up its conclusions ranged far — • 
and wide. 

We decided that the most important criticism leveled (j 
at management ha© to do with, tho apparent underemployment 
of college graduates during thoir first few years with 
the Agency. A number of then — and the nature of our 
inquiry was ouch that the exact number could not he S 
determined — are Irnown to b© used in positions which 
do not require a college education. Representatives of 
our lino managers explain that this circumstance arises 
from a practice long observed in the Agency of assigning 
significant authors of new employees to routine,, repetitive 
functions which, in addition to being necessary, are 
presumed to have training value. Xt is, however, recognised 
that change© la our mission have resulted ia the extension j j 
of & number of college graduates in such positions for an j; 
unreasonable period of time.. On© member of the committee 
©aid that in him view this explanation is reason able but 
that the Agency must consider whether its reaction time to 
changing circumstance© has bec-n too slow. The comitte© 
agreed that this is a problem which would bear further 
study.,. Concern about the negative effect of this situation 
on the attitude of persons still in college was expressed 
and it was agreed that loss© of good college graduates 
during their first two years of employment has a negative 
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exercise of greater discrimination,. 
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Finally , tho allocation of authority for determining 
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personnel actions bn© remained unsettled in many areas of 
■ the Agency. ftoccateallasatlott is only partial la its effect ) v 
with the result that there is a fug of war between sub- j i 

ordinate echelons and. superior echo Ions* Those offices ^ 

having to do with the training and assignment of recently 
employed college graduates experience considerable difficulty 
la getting decisions* y ji 

3, Plane for the Future , 

In general, we believe that we have a career tannage- 
meat program which, though dcccntraliaod. Is responsive 

Hr' 

to the Agency’s needs and which motivates and rewards its 
employees* We recognise the validity of com© of the 
foregoing criticisms, however, and contemplate improvements 
along the following lines: 

, More widespread development and use of "comer** lists* 

Increased opportunities for rotational assignments, 

both to achieve greater utilisation of manpower 

I? and to provide developmental experience* 

x^ acre specific and timely identification of 
. » Initial assignments for. junior professional 

t employees* 

yr licro systematic follow-up and counseling procedures 
/ for young professionals , particularly during, . their 

l( first two yearn in the Agency*. 

x* 

x' Periodic review of promotion and training policies 
. x among tho Career services , in tho interests of II 

■ ^x'o<£uiiy and uniformity of treatment*. 


,h* 4r 
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Wo 'ttend to takes th© results of this and other recent 
personnel studies and assess the relevance and flexibility 
of our current program to the problems of today and the 



near future. 

B. Career Trainee Ascf (pmeats 
1, Current Program 

a. What criteria are used to ©elect career trainee 
assignments? 


Career Trainee Assignments are not identified as 


euch; they are assignments which are considered to he 


introductory to the functional area in which tho individual k - 
is expected to develop. They will vary with the requirements ILLEGIB 

and the availability of positions in a given area. The 

abilities of tho supervisor, tho variety or location of 
tho work, etc., arc incidental considerations. la an 
Agency such as ours operational necessity cose times will ' 
demand that needs come first and people must bo assigned 
to mee t them. Some assignments thus must be mad© in the 
hope that the person involved will "work out”, because 
he is needed and happens to bo tfc© only person available 
at tho time. W© try to keep such situation© to tho 

minimum. With respect to the initial assignment, tho 

preferences of the individual are taken Into account to 
tho extent possible, la the past few years tho level of 
maturity of our new career' trainees has increased signifi- 


cantly and it has becomes increasingly important that we 
select a^fc^cRit«e^spi20g^4/eftnebheD^^o&iffipfiaaaM»ifl^2,i 
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b. To what extent are rotational assignments 
used? 

Hotational assignments are being used increasingly 
within the major components, particularly la those which 
afford the opportunity of headquarters/fleld rotation, 
or those whose functional concerns are broad enough to 
afford a variety of relevant experience. 

c. At what levels nr© assignments given? Local, 
headquarters, intermediate levels? 

\ 

Assignments are given at local and intermediate 
levels, within guidelines established by the head of 
the Career Service or major component concerned, 

d* Who participates in. the selection of 
assignments * * „? 

^tenagement ^selects the assignments, taking into 
account insofar ab possible the presumed interests, 
abilities and preferences of the assignees, Xn many 
instances this is done without consultation with the 
employee* 

e. How does the agency insure that assignments 
ar© interesting and involve productive work? 

There is no systematic provision to insure that 
assignments are interesting and involve productive work* 
Generally speaking, managers and supervisors are fully 
aware of their responsibility to oak© effective use of 



ii/A 
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their people. 
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How long Is the career trainee in a trainee 
status, i.e., until he is assigned to tho 
Immediate target position? 


Immediate target positions are not identified as 
such. Tho trainee is assigned to a job when his forraal 


introductory training is completed, which may be within a 
iow weeks or several months. Generally speaking, he is 


considered to bo in a trainee status, oven though assigned 
to a position, during his probationary year and, in certain 
functional areas, for oven longer. 


<r Are assignments sufficient, in content and 
length, to prepare the career trainee for 
his immediate target position? 

Assignments are sufficient to provide an introduction 
to tho career area in which th© trainee is expected to 


develop. 


2. Evaluation 

a. By management . 

Manageannt of career trainee assignments generally 
is left to the major operating components. There is no 
formal system to insure the correct assignment in ©very 
case. In those areas where requirements and functional 
responsibilities are relatively predictable, a generally 
good job is done and instances of dissatisfaction are few, 
In other areas, particularly those which extend overseas 
and are subject to being influenced by sudden shifts in 
external circumstances, management Is sometimes forced to 

plan ^-RDPsioofsoROO^oogooS-i 


ILLEGIB' 



Approved For Release 2003/04/29;: CIA-RDP84‘00780R003700090022-1 

to - a 'w m ■ ■ L.' W 'O' £ w Um i) 

-14- 


erallsatiou, it can be oaid that asaigniaeitts of young 


\ 


professionals ar© based ©a operational need, tempered by 
as ssucb consideration as eir cums taaces will permit of the 
interests and preferences of the individual* Frost manage- 
ment*© point of view, the assignment practices* of the 
Agency are sound. 

i>. By career trainee®. 

bocal autonomy in making assignment® results in 
a certain amount of expedient action and mal-allocatioa 
of people. In general, the young professional is 
reasonably troll assigned. Xa particular, poor assign- 
ments are made, arising out of two main causes: ( 1 ) 
6 tor *-t e r 3 problems of „m« „««««>• .Me, ^ 
require supersession of long-run personnel management 
principles j and < 2 ) Indiscriminate slot-filling for its 
<rm sake. Some incidence of those two phenomena is 
unavoidable in a large organisation with an active mission, 
but wo could control thus better than we are doing at 
present, 

c. Committee conclusions.. 

Xu it© discuss ion of this subject the committee 
surfaced a number of problems ufeicb had not been mentioned 
in the written submissions made by cosaaiileo members. At 
the conclusion of our discussion it was agreed that the 

foUowtQE “ tter * 8X9 cf sumcieot ~ aco to ™ £ K 
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In SOS© parts of the Agency positions which bccoao 
open are advertised and in others this practice is 
not followed. The- result, in the latter, is that 
an Individual seeking to novo iron one position to 
another ta&y "wall: the halls’*, making personal 
Inquiries among friends, and acquaintances as to 
possible openings and depending on an inform! 
system of contacts and influence to forward bis 
career. 

Individuals on detached service from one Career 
Service to another comet iaes suffer in career 
advancement • The service to which they are j 

attached is not responsible for their promotions ! 
or future asslgBtteate and thcservlc© from which 
they come tends to forgot them* 

There is less rotation between Career Services 
.than there should bo. 

Tihen a person is initially assigned to on© Career 
Service or another his future rate of advancement 
may be prejudiced* Sn sou© there la considerable 
•headroom and he may expect to koto up at a rate 
equal to or sometime® better than that which v 
obtains? generally in Government* In others, 
headroom is tight and advancement slow. These 
inequalities have aa effect upon moral®, 

Some coapemeats of the Agency sake use of the 
development complement technique to create 
flexibility for fissigpuneitt of personnel.,, to 
handle short-term and unexpected tasks, and 
to accomodate the assignment pressures which 
ariso in connection with fcettdquarieru/i ield 
rotation,,. Other® do- not,-' with the result that 
people some times are assigned artificially 
because of T/0 limitations and their talents 
are underutilised*. 

h\ some areas the qualifications «sa. required 
of now employee© have been increased in recent 
years , with the result that a number of 
individuals hired before these changes wore' 
node find .themselves at a disadvantage ia the 
processes of , assignee® i and advancement. 
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1. Current program 


a* Kisat kinds of of£~the-3©b training aro 
included i&.tbe pgrogroa? 


Off-thn-gab trairdLzsg; proex/ac include training 
conducted by our own Office of Training nod other 
Covorujaeni agencies, by Service Schools, collages and 
diversities, and technical schools. The hind &nd 


saousit of *uc& tralnlAS varies with the needs of each 


Career Service* 3f#r exesaplo, soac Career Services are 
involved in Cooperative VorSeHStuAy Pfos&xrtam which begin 
vhilo prospective career trainees ax© ©till enrolled la 
college. Other Career Service# offer technical training 
or full-time advanced study to selected officers at ©ore 
•senior levels who need to keep abreast of developments la 
their proiocsioaal field#. Generally, ail Career Service© 
encourage career trainees to continue studies which will 


inprovo th&r teowlcdg© s&d eo&pe tonne ,, 


b. What pereont&s# of time is spent in off-tho— Job 
training by the fraiacc? 


Tiao spout in off-tbo-Job training varies widely, 


depending upon the 


of the Career Service and. t ho 


ILLEGIB 


needs, prsfercace and abilities of the trainee* It nay range ■ 
frost 5& to 2S/ # or sore of cue's tin©, during his early / ? 



yearn of service | 


tgiag close to 



ILLEGIB 


c, How is off-tac-job training selected for 
the .individual trainee? 
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Traifting usually is related to the current or a 

projected assignment; if act, it is provided to prepare 

the trainee for higher level duties. 

<i« To what extent is omiragovorasscnta.1 f raining 
used? 


Extrasovcramontal training is. used to a very 
considerable ©stent , particularly at graduate levels in 
relevant academic disciplines and in technical fields. 

©„ Vhat steps, are taken to assure a balance 
ass ong classroom training, on-the-job 
training, and productive work ■assignments? 

This question implies that a desirable balance 
exists among classroom training, on-tho-Joh training. 


and productive work assignments. ■ We believe that this 
balance is different for each trainee, depending upon 
Isis needs and the needs ot his , Career Service area. 
Productive work assignmoafcs are emphasized, with appro- 


priate training encouraged when it will enhance productivity 
or develop potential for future assignments. 

Z, Evaluation 

si. By imaagesient* 

The Agency does well by its employees in providing 
education and training. Training is considered a hey part 
of career development and has the encouragement and support 
of management.. As the Agency has grown more mature, and 
ad more supervisors have com® up in a aye tern, in which they 


have received training themselves,- the attitude toward 

33/04/29 : < 
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training has become more positive* *' 


l>* By career trainees. 

Too x&my supervisors have talien a narrow view of 
training, and favor only that which is specifically related 


to. the current assignment* Thus they are loath to release 


young officers for training of general developmental value, 
and are reluctant in suggesting training: which nay take 
significant tine away frm the job. A wide variety of 

•a 

constructive, programs are available, but they should be | j 

i ■ s 

related more systematically to developmental objectives * ’ - 


and not just to job needs* Trainees recognise, however, 
that a growing masher of supervisors are aware of the 
content of training md thus can understand and appreciate 
the training which their new employees have received, 
c. Committee conclusions 


The committee? concludes that training is an Important 
part of a career program and the Agency, generally, docs well 
We recognise, however, that wo are still deficient in long- 

i 

range planning of education and training, and that there [ 
is no uniform awareness of training — and its importance — 
among the major components. The growing involvement of . 
supervisors at all level® la training, m participants and I 
as instructors , is helping to develop a nor© general appro** f 
elation of the progrta, and tho realisation is growing that ; 

there is no excuse for this Agency not to have adequately 
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Select and. Motivating Supervisors for 
Ci:rc^f""*X‘ a i u ees 


ILLLEGIB 


ILL.EGIB 


1, Current Pr or: rims 

a., 'Shat criteria &r© used for the soleot ion o t 
»upcrvisoro ter trainees? 

There are no particular criteria lor the selection 
of supervisors for career trainees. Young professionals 
are assigned whore needed, to positions which involve 
useful voids ©ad afford some relevant developmental 
experience. Supervisor selection generally is based 
on operational •competence, performance, seniority, and 
Hie happenstance factor® which may affect nay given 
choice. -j 

*>. that methods arc used to prepare this super- 
visor for training young professional©? 

The Agency for several years has emphasised managesaea 
and supervisory training at intermediate and senior levels 
Wo have no adequate measure of ■ the effectiveness of this ^ 


training 


How and by whom are supervisors chosen? 


ILLEGIB 




ILLEGIB 



Supervisors are chosen by the chain of command, 

for various reasons bearing on tfcolr over-all effectiveness. 

Ho particular emphasis is? .placed os their abilities && 

supervisors of career trainees. ' 

<3, H osr are supervisors evaluated on their per- 
formance as career trainee supervisor®? 

s Annual fitness reports evaluate their total performance 


Adding th 



022-1 
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2* Evaluation 

a. By *»smft£'«aeafc* 

la earlier years , and to soae extent today, inadequate 
supervision was the greatest single cause oi discontent 
mcoog Junior employees, affecting, as it does, almost all 
aspects oi‘ career development, The Agency tern aai® a 
serious effort to improve by increased attention to 
training, and progress lias- been made. In general, 
supervisors are conscious of their overall responsibilities 
an leaders and sensitive* to the particular requirement® ^ 
of supervising young people, but some will always bo 
less than ideal. It appears, also, that we have soae 
internal manifestation of the external ^generation gap 
not only la general terms but in terms of the older 
supervisors’ knowledge of the tremendous progress in 
today’s education and technology* All level© of manage- 
ment have been alerted by the Director to the need to 
concentrate on what night bo called flexible maturation 
at all levels to insure, among other things, the ability 
to secure, motivate and retain topflight young people* 

b. By career trainees. 

Trainee evaluations tend naturally to reflect a 
limited range of experience and observation. As a 
generalisation, they rcoognta© that operational competence 
is a valid — and is usually the primary — basis on which 



one 


!-1 
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tends to bo overdone* A amber of critical observations { 


were mde, such as: 


T' 


“he success achieved by tlx© Agency Ifi selecting 
its first-lino supervisors has a critical bearing 
upon, the success of the sow employee *& early 
career developaeat, The itaaediaie supervisor 

has virtually complete responsibility for 
definition of the work assignment, for training 
and for counsollug. Hot enough effort is 
expended by in monitoring super- 

visory performance at junior levels* 





Too nany supervisor© are so involved in the 
production part of their job that they fail 
to recognize their responsibility to guide 
their young employees who are just getting 
started. 


The personnel part of the supervisor *S job 
is not given sufficient emphasis on & continuing 
basis. There should be mri> incentives to good 
performance in thin respect. 


The trainee’s contact with mnageaent stop® 
too often at the tenediat© supervisory level 
and he feels that echelons above have »o 
■interest in what happens to hist. 


At junior levels there arc a nuaber of super- 
visors who are less qualified in overall respects 
th&a the young professionals they .supervise. 


c* Committee caseins tons. 

The Agency ordinarily places college graduates under 
tftiporvisors who are tfce«£©lve» college graduates* and we j 
have asswod that the individual who is advanced to a 
supervisory position is capable of holding it. The point© 
made fey fraiac.es would lead one to. Quest ten that general 


assumption, and the cow&ittoe concludes that we should 
consider the steps which might be taken to weed out 


weak SUj^H6ig#r@r R^atetito8?Qi^9ftadA»RdB^^ 
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E* Cowes elinf? Career Trainees 


I. Current Programs 


ILLEGIB 


a, 


Vfiftt provision is made for counsel lag career 
trainees? 


Tiler© is no uniform system for counseling trainees. 


Techniques anti procedure© vary among- Career Services, and 
are influenced by such factors am the nature and location 
of the organisational unit, the functions porforaed, and 
the managerial stylo- of the chain of cosnsusd. The objectives 
of counseling: aro fairly consistent - to promote the Job 
satisfaction and the performance of trainees generally, 
and to anticipate or alleviate problems - but methods are 
largely a matter of local determination. Counseling As 
considered to bo a normal .and on-going function of super- 

u 

visors and no. special provision is made for other counseling 
channels. 

b m 



ILLEGIB | 
ILLEGIB 


What '.criteria are used for the selection of 
counselors and wixai assistance is given to 
help prepare them for their role as counselors? 


Thor# is little or no formal counseling of 
career trainees and thxm no Agency criteria tor the 
selection and training of counselors* in those Career 
Services or organisational units whore personnel counselors 
have boon designates*, they usually aro senior officers 
who aro aware of career possibilities and requirements 
in their respective areas .jand Jas°w the current, employment 
oit'catloa,, 
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2. Evaluation 

at* J>y taaaagesient • ’ 

Mua&aaKent ■ £'©u©raXXy considers that present 
arrangement© are pr-ftcticaM© and satisfactory* It Is 
recognised that tlxa afesoace of a sera visible career 
counseling program may b® a. gap felt by many junior 
employee®* but it becomes evident as needs arise that 

a good deal of counseling. Is* available os both ad«i a* , 

«/■ 

is trail vo and personal, scatters. Top .cemtM recently 
baa expressed concern on this subject and has directed 
that greater emphasis bo placed on counseling. It is 

the majority view that counseling arraugerafiat© should: 

suit the c ircuustunces of the functional area or Career 
Service concerned. 

b* By career trainee®.. 

Career trainees regard the absence of or inadequate . 
attention to cmmarailsg as an ar^a of aigiliicast weakness 
isa our personnel progress. cosaaeat th&t counseling 

1® eaeeliaat during t ho introductory period of formal - 
training and settling into the Job, and then lapses* 

Others sot© the impersonality or the variously esfeort&tory \ 
or chiding cater© of comaeiiug ' mcasions* Others couacat 
that counseling: appears to bo loft to supervisors, by deissJLt, 
and the latter arc overly c<mctra©4 with getting the job 
done, perhaps the major criticisa is that counseling is 

p. ., .^r-’--v; *• 
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w too little or too late w * Tfocse arc snbjcct.lv© reactions, 
aad we have so valid Mastro of tho extent to which such 
views are held. They &ro symptomatic, however, and 
suggest that we arc not paying: enough attention to the 
trainee* a need for commutation and for a better under- 
standing of the ♦’why’* as well as the •’what" of his role 
in the Agency. 

c. Committee conclusions. 

The comittco recognizes that tho counseling which 
yvuas employees want is not hand-holding, but is realistic 
information and advice about tho opportunities and rc^ulre-f 
meats for career dovttlopnMMst in tho Agency. There is a 
renewed awareness of counsel lag in tho Agency and an 
caphas is on its significance, and we are doing- son© thing " 
about, it, hut tho impact is not yet general down the line. 
There is such ©ore to do* We conclude further that j 
counseling has to be au organic part of the management 
function; it -can not success fully b© superimposed upon, 
or apart from, the supervisory chain of coaaand. 

F. Program Evaluation 
X* Current Programs 

a. What criteria arc ussed to evaluate the effect i vases© 
of the career trainee programs? 

Ko uniform criteria are used to evaluate tho effective- 
ness of programs Agency-wide on a regular- and continuing 

basis. The continuing interest and concern of top management 
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are expressed through command channels; evaluative 
studies on particular aspects of programs arc done 
irregularly by central stall units of the Oil ices of 
Training and Personnel; counit tees and task forces are 
established from tine to tine to examine broad aspects 
of professional manpower management; and the Office of 
the Inspector General conducts periodic survey® of ; 
Agency organizations an d functions which include ©valua-j 
tioa of trainee programs. Career Trainees critique j 
their training couses and are able, through normal 
supervisory channels, through suggest ioa programs, 
and through informal discussion and the "grapevine" to 
express their views on other aspects of their programs. 

b. What techniques are used to evaluate programs? 

c. Who is involved in the evaluation process? 

d. To what extent is. the career trainee involved 
In the evaluation of his own program? 



AHSff EBEB IN a., ABOVE. 


Evaluation 


ILLEGIB 


a. By management. 

The present decentralized system works satisfactory. 

There is fairly constant evaluation and feedback to management! 
through existing channels and procedures, but on a local 

( L 

basis; operating components know fairly well what is going 
on, but there is no general overview. 



ILLEGIB 
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b* By career trainees* 

/ 

Thor© is need for a consistent and continuing review 





of career trainee program on aa Agency~>witi& basis. Present 


ayatesa work fairly well, but because individuals hero and 


there use good managerial Judgucut rather than because of 


any systematic organisational concern about such matters. 

ILLEGIB 

Boliaaco upon local discretion is genera ily a good principle, 
but in a eonpartaetttedl organisation It can bo overdone and 
can accentuate a narrow leather than broad view of employe© 
development. 

e. Committee conclusions, 

We rcco&nisse that our program evaluation techniques 
in the Agency, oumaarlsed in paragraph la, above, get only 
partial and spotty results, Th© quest iousairo which 
currently is being administered to a broad sample ol recent 
young professional employees will, wo expect, provide good : 
insights into the workings of some aspects of our personnel 
isauos'eaent programs , and we plsm to us© the results of thin 


and similar techniques in effecting improvements in the 

ILLEGIB 

future* Iho committee regards this subjectas- a piece of 

unfinished business and will take it up again ^ 


PART IX 


Am Through what channels does your agency insure 

that the Ideas and suggestions of young employees 
are solicited and considered by the managers 
with authority to act? 
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With res, pec t to form! training pr ograiaas, trainees 
critique their courses AM are invited to register their 
evaluations and suggestions * Otherwise* ideas and suggest l os s 
are solicited and. considered through normal supervisory 
channels* through employee suggestion program* through 
occasional counseling sessions* and through informal 
discussion* 

B. To what extent do career trainees participate 
directly in the design of their training 
program and in the structure and content 
of their work program? 

Trainee® do not participate directly in any form! >X 
souse* An noted in A shove * there is opportunity for 
discussion* suggestion* expression of preferences* and 
critical evaluation, but within the context of normal 
work onvirosment and supervisory relations. 

C* To what extent can young people working in w 

the Federal Government serve as a Hide ho tween -•= 
the Government and the student cornual iy? ' ~~ 

?.o 

Young espioyee® can serve as a link between the ' -~ 

Governmat and the student community to the extent that 
they can bo used la public relations activities, particu-o 
larly with respect to their colleges and Shorn# cornua it ies, 
md ia field recruiting* 

B. How can minority group participation ia 
career training program bo increased? ' 1 

Minority ©roup .participation in career trainee programs 
will bo increased to the ’extent that we can find professi o n a l 
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